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PREFACE

This paper was prepared by the Institute for Defense Analyses (IDA) for the Office
of the Assistant Secretary of Defense (Force Management and Personnel) (OASD(FM&P)),
under contract MDA 903 89 C 0003, Task Order T-L7-798, issued 15 March 1990. The
objective of the task was to identify promising approaches to maintaining strong military
manpower capability during a period of declining budgets and force levels. This is one of a
total of seven papers to be published. Each of the seven papers covers a specific area of
military manpower management: the proper experience mix, personnel movement, the
timing of trai-ing, lateral entry, the link between career progression and assumption of
management responsibilities, individual training methods, and increased use of simulators
for training. The topic of this paper is lateral entry.

This work was reviewed by William T. Mayfield of IDA and by Harry J. Gilman,
an IDA consultant.
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I. INTRODUCTION

The U.S. military services generally prefer to take people into the military at the

lowest possible paygrades and train them within the military system. In this way, they are
said to prefer to "home-grow" their people. Relatively few individuals are brought in at
high paygrades (E-4 and above). Even among military occupational specialties (MOSs)
with close civilian counterparts, the services either provide or pay for a great deal of general

training.

By contrast, civilian employers often avoid large investments in initial technical

training by hiring individuals who are already trained. For example, hospitals do not

recruit nurses by offering to train high school graduates, but by offering competitive
salaries, benefits, and working conditions to candidates who have already received

training.

.lUl• WIV'MI wJ.U, Al1;W iU y•. .. ... ..... pl ypl-y have at lud-A Some grvczl 1-Uaimng,

or both training and experience with other employers. Employees in the civilian world,

particularly younger employees, tend to change employers often.

This paper considers whether the military services might benefit from tapping into

available civilian labor markets. This policy is called lateral entry, because it implies that

trained recruits would not come up from the bottom but would enter at an intermediate

grade level. (However, as we will see, scholarships and bonuses arm alternatives to higher

paygrades fcr trained entmts. Another alernative is increased retention of expxricnced
military personnel.)

First, current military policies and experience with respect to lateral entry are
reviewed. These policies are different depending on whether the personnel have served in
the military before or not and whether the personnel are in the active forces or the reserves.

Next, evidence is presented on what kind of lateral-entry policy would be appropriate.
Finally, a perspective on how current policies might be changed is offered, and areas where
additional research would be beneficial are identified.
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I1. POLICIES ON LATERAL ENTRY

A. BACKGROUND

The military has traditionally "home-grown" its people. This is at least partly
because of a belief that human capiol in the military is specific-that there is a "military5 way" that needs to be inculcated. This belief is probably derived from the observation that
senior enlisted jobs in the military are not solely technical jobs. They often involve a large
Scomponent of leadership. There is concern about putting people in paygrades that usually
imply leadership responsibility without their learning to be leaders by working their way up
through the ranks. In addition, many military jobs are substantially different in technical

content from related civilian jobs. For example, repair personnel need to know the specific
characteristics of the radar, engine, vehicle, or other equipment they are involved with.

There is an additional argument for the military providing training even in military
sp*ciaities that have occupations with close civilian analogues. Investments in general

training (training with value outside of the military) will allow the services to recruit people
at below.market wages. People who receive such training, though, may be inclined to
leave the military after th:ir minimum service comnitment has expired to take advantage of
their marketability, leaving DoD without an adequate return on its training investment. Of3 course, the fact that the military provides training for new recruits does not necessarily
mean that the military must perform all training directly. In many cases, civilian training3 (either before or after formal enlistment) cmn be. paid for by the military.

General military accession regulations are not explicit about lateral entry. Army
regulations promulgate rules for awcession that imply that the usual accesion occurs at the
lowest level possible, with exceptions fc" various reasons, such as Reserve Officer

3 Training Corps (ROTC) background.

There are two methods to determine the extent of lateral entry in the military. One3 way is to review accession data to determine the volume of accessions that occur at high
pay grades. Another way is to review the volume of accessions under programs designed
to encourage lateral entry. We pursued both approaches and concluded that the militaty

services use lateral entry in a very limited way. Lateral-entry programs are used most often
in recrioing for the health professions.

3



Table 1 shows that less than 1% of active enlisted personnel without prior service 5
enter the military at paygrade E-4 or above. Less than a quarter of them enter anywhere

above E-1, and most of these are not lateral entrants.

Prior-service accessions can be regarded as a form of lateral entry. Like other

lateral entrants, prior-service enlisted accessions allow tie services to avoid the high cost of 5
initial skill-training. Among enlisted peisonnel, prior-service persennel constitute less than

a tenth of the total accession pool. However, nearly half of these accessions occur at high 3
paygrades (E-4 and above). In the Navy, three-quarters of prior-service accessions occur

at high laygrades. 1

In the reserves, lateral entry is used more extensively. As one would expect, the

bulk of prior-service enlisted accessions into tie reserves are at high paygrades. What is

more interesting is that nearly 6,500 accossions, or 7% of total non-prior-service

accessions, occurred at high paygrades. I m

Unfortunately, we were unable to separate prior-service from non-prior-service

officers, so the picture on lateral entry among active officers is more difficult to paint. In

total (prior service and non-prior service), 82% of officers entered at 0-1, while only 2.2%

enteredat .0o 4 _r ab.-e .... . The i.tation asifferent.. -. n- 19.75. Then, nearly 9%

entered at 0-4 or above, while only 72% entered at 0-1.

B. NON-PRIOR-SERVICE POLICY 3
1. Active Component

Non-prior-service lateral-entry programs exist for the active component, but they

are not widely used. Summaries of lateral-entry pr-cedures for each of the services [1] are

given below. I
* Army. Less than 1% of regular Army enlistments occur through the Army's

lateral-entry program (called Army Civilian Acquired Skills Program), perhaps
due to lengthy screening and classification procedures.

* Air Force. The Air Force does not have a formal program for lateral entry.
Recruits can "test out" of technical training and be assigned immediately to an I
MOS, but they do not receive higher paygrades.

* Navy. The Navy has an Advanced Pay Grade (APG) program that is part of
the Direct Procurement Enlistment Program (DPEP). The Navy primarily uses
lateral entrants to fill middle-grade petty officer slots in understaffed
specialties. The Navy program also has cumbersome screening and
classification prozedures, and less than 2% of Navy non-prior-service
accessions are. APG recruits.

4 U
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II

Several lateral-entry programs, or more specifically, programs to encourage 5
college-level entrants. duiing the early 1980s, have had mixed results.

The most evidently successful program was the Marine Corps Community CollegeU

Enlistment Program, which began in October 1981. The program offered a guaranteed

occupational specialty with a four-year assignment, accession at E-2, and accelerated 5
consideiat-on for promotion (E-4 at 13 months vs. the usual 25 months and, early in the

"program, E-5 consideration at 25 months vs. the usual 40 months). The Marine Corps

regarded the program as largely successful, because of walk-ins from advertising, referrals

from the officer procurement program in four-year colleges, and bad economic times.

The experience of the Army College Recruiting Program (FY 1980-83), which also

attempted to recruit from community colleges, was not as good. The program never had as

many college recruiters as was planned. The colleges resented the recruitment of tuition-

paying students into the active forces, because it resulted in a loss of revenue to the college.

The Army was therefore forced to emphasize accessions into the reserves. In additien,

jurisdictional disputes arose between high school and college recruiters.

Annther nmrm with nmh1.enb wac the. Na v'r. I ae-ral Fntry Acre_,dion ProPram I
(LEAP) (August to December 1982). The program was launched in the midst of a severe

recession and targeted civilians in Ohio and Michigan with critical skills. For 13 critical I
skills, enlistees could be brought in at E-4 to E-6. The program included a job-knowledge

test that was difficult for candidates to pass. However, Navy personnel already doing the 3
jobs also lound it difficult to pass. Nevertheless, the program spread to other areas the
next year. Because of disappointment over the number of LEAP accessions, the Navy

redirected its efforts toward a vocational training program that encourages community

colleges to establish curricula of interest to the Navy. In return, the Navy promises 3
graduates lateral entry if they pass ajob-knowledge test. This program does not appear to

be widely used.

2. Reserve Component

There is considermbly more lateral entry into the reserves than into the active I
military. In addition, there are special programs for occupations with critical shortages,

mostly in the health professions. 3
Of course, the reserves rely heavily on lateral entry from the active components.

Most of these people received their initial skill-training in the military, and it is cheaper to

train one person than two. I:
6
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Ironically, in one special case the reserves have. required lateral entry, had trouble

getting people, and had to drop back from r.heir requirements. "The Army reserve used to

3 require nurses to have one year of full-time work experience after graduatiou in order to

join. Now, it requires only six months part-time employment.

1 .3. Examples From the Medical Field

Active duty physicians typically enter the military laterally. In 1990, 1,169

physicians, or 65,9 percent of the total, entered the ir.litary as a result of the Armed Forces

Health Professionals Scholarship Program, which offers tuition and expenses for civilian

I training in return for a military service commitment. Another 429 physicians (242 percent

of the totul) were recruited directly after completing medical school. Both the number and

5 the proportion of phy.sicians recruited directly has risen since 1988.

The reserves use non-prior-service lateral-entry programs extensively in mnedical

3 recruiting and retention. For certain medical specialties, reserve enlisteas car receive

stipends, loan repayments, or bonuses. The stipend and loan repayment programs began

..in FY 1986 and were expanded in FY 1988 to offer an option for service in a ready reservc

wcpaith wuexemption fromdrills

The stipend program allows payments ranging from $366 to $732 per month (FY

1990) for .reservists with medical training. The program is designed to attract individuals in

their third or fourth year of college as well as practitioners early in their caters, for

example, doctors setting up a practice or nurse6 paying off loans.

3 The loan repayment program had been restricted to repayment of loans made under

the Public Health Service Act or the Higher Education Act. Recently, the program was

expanded to covef other education loans for reservists in critically short specialties.

Beneficiaries can receive up to $3,00M per year of service up to a ceiling of $20,000.

Because of restcted eligibility, fewer people have taken advantage of the loan repayment

program than have ised th, stipend program.. A recruitment bonus test program was begun

in August 1989 to recruit physicians and nurses in critically short wartime specialties who

live in specific areas.

The numbers of participants in the stipend atid loai repaymnent programs are shown

3in -Figure 1, and a breakout by profession and service for FY 1990 is shown in Figute 2.

Numbers for the bonus test program are not included because it is just getting off the

ground.

1 7I
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practical nurses, and dental laboratory, operating room, X-ray, pharmacy, respiratory, and

laboratory specialists. Part of the impetus for the STAR program was a shortage of

training billets at Fort Sam Houston. It was also hoped that the Army could save money.

The cost of training in-house is estimated at approximately $12,000, while the cost of

training at civilian schools is approximately $6,000. In addition, the trainees could attend

schools in their local areas and avoid being uprooted from their families, an important

consideration in attracting people into the reserves.

In the late 1970s, the Navy provided subsidies for nurses, then later suspended

them. By 1988, the Navy was experiencing a shortage of nurses and provided training

subsidies again, including ROTC, an Officer Candidate Program with stipend, and a

bachelor degree completion program at an E-3 salary.

For doctors, the services have very generous scholarship programs. The services

also provide military-specific training for doctors at their own medical school, the
Uniformed Services University of the Health Sciences. Several analyses (for example,

Reference [21) have found this to be an extremely expensive way of training doctors

relative to scholarship programs.

interestingly, even when lateral-entry programs are implemented, they are done
primarily in terms of paying for education in the civilian world, then bringing people into
the military. Stipend or loan repayment programs, more recent innovations, are about the

only ways that the military competes in civilian labor markets for personnel who are already

trained.

C. PRIOR-SERVICE POLICY

A key difference between prior-service people and o ther laterl.d entrants is that prior-

service personnel know the "military way." They are not subject to the argument that they
cannot be leaders. Nevertheless, the military does not particularly encourage prior-service

entrants [3]. The Army, for example, will re-admit an individual at the same paygrade if

fewer than 24 months have elapsed since the person left the military. If more time has

elaped, the Army penalizes the person one or more paygrades. The rationale is that the

person's skills have deteriorated.

Perhaps one reason that the military does not encourage prior-service enlistments is
the belief that they would decrease the quality of the force. The people who would be

attracted might be those who did not do well in either military or civilian jobs. Little
information is available that bears on the validity of tis belief.

9



For people who leave the military in occupations with close civilian counterparts, it 5
may reasonably be assumed that they can at least equal their military salaries in civilian

positions. If they succeed in civilian careers, the longer their separation from service, the

higher their salaries will become; therefore, the incentive to reenter the military decreases.

D. SUMMARY I
Over the past seve:al years a variety of pilot lateral-entry programs have been

undertaken by the services. Existing lateral-entry programs for the active component have

largely fallen into disuse. For the reserves, lateral-entry programs are used more

extensively. The primary reason for this overall lack of lateral entry seems to be the belief
within the military that there is a military way that must be introduced at the start of a

career, a concern over developing leadership skills. 5

I
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III. EVIDENCE ON APPROPRIATE
I LATERAL-ENTRY POLICY

A. THEORETICAL CONSIDERATIONS

Human capital theory raises some interesting issues regarding lateral entry. It
posits two types of human capital investments: investments in general skills and
investments in firm-specific skills. The theory as expounded by Becker [4] predicts that
workers receive the complete return on general skills (and therefore should bear the cost of
acquiring them), while the returns on firm-specific skills are split between employer and
employee.

Clearly, many military specia" •s require mainly military-specific skills; however,
many others require some mix of military-specific and general skills. Finally, some
specialities, such as the medical specialties, require mainly general skills.

The theory predicts that employers will not provide training in general skills

because employees can take general skills to other employers at any time. Rather,
employers should provide training in skills for which their firms are likely to receive some
return, the specific skills.

Thus, human capital theory makes the argument that the portion of the military
training establishment that provides general training should shrink considerably.

Specialties that require mainly general skills should be brought in laterally.

This leaves open the question of what kinds of training-general and/or specific-
should be provided to enlistees in occupations with close civilian counterparts and when
and how the training should be provided. One difference between the military and civilian
employers in this regard is that the military can enforce long-term labor contracts, making it
difficult for personnel to leave before an adequate return on general training has been
received. In cases where the military-specific component of training is small, it may make
sense to bring in lateral entrants rather than training personnel. Theory offers no
compelling reason for employers to provide general training.I

11



A necessary condition for lateral entry in the military is the existence of a civilian I
market in the particular occupational specialty. In a slack market, it will he relatively easy

for the military to recruit specialists. In a tight labor market, it will be more difficult. 3
Paradoxically, the common situation may be that of reverse lateral entry: the military

trains people who serve for a while, then move to a similar civilian job at higher pay. 3
For people who enter the military in the usual way, because they are given the

opportunity to be trained mneans the military does not have to pay them as much during their 3
first enlistment. Long enlistment periods allow the services to recapture a larger part of

their investment in training. Lateral entrants who have paid for their own training will 3
expect to be compensated at market rates.

B. CONCEPTUAL MODEL

1. Appropriate Specialties

A useful conceptual framework for thinking about lateral entry and civilian training

policy is provided by Buckley [5]. He suggests that military specialists be classified on 3
two dimensions--"greenness" (military specificity) and technical sophistication. A simple

low-high classification scheme results in a 2 by 2 matrix (Figure 3). Specialists with light

greenness (120 low-tech MOSs and 59 high-tech MOSs in the Army) could be considered

for alternative training or lateral-entry policies. Information on the proportion of accessions

in each cell, along with notional training cost figures, would provide a good sense of the
potential savings to be gained through lateral entry.

The low-tech, light greenness MOSs are particularly adaptable to civilian training,

according to Buckley. Because of their long training times and in-house high training

costs, the high-tech, light greenness specialties are particularly adaptable to lateral entry.
Buckley suggests that such specialties be recruited by achievement rather than aptitude.

Many of these specialties (e.g., practical nurse) have licensing requirements. Also, -

achievement can be measured through tests administered by the services. This would make

it possible for the military to have objective criteria for lateral entrants 3
For example, light wheel vehicle repairers (MOS63B) are trained in a 13-week (two

days per week' course. A detailed task-by-task analysis indicated that 98% of the tasks can 3
be taught by civilian vocational schools. Annual cost savings through civilian training for
this MOS were estimated to be $4.4 million. Moreover, civilian courses have more hands- 3
on training time and lower student-equipment ratios. In a pilot test, civilian trainees

I
12
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I iexhibited higher achievenment test scores after training. Buckley sketches out a delayed-
'entry model for high-tech, light greenness MOSs in which the sequence is:

I * " ]recruits are hnlzsted and initial incentives paid

"* recruits receive vocational/technical training

I .* , knowledge is tested

' those. who pass the test are accessed and remaining incentives are paid

I i , recruits complete basic training

* if necessaxy, iecruits complete abbreviated advanced individual training

* recruits join their units.

I 'Low __ High
Dar DarkDark CMF-11 In g"y CMF-11 Speai Opwertios

CMF-12 Cw&a Engkwrk CMF-23 Air Dolena Sysiam Maintenance
CMF.13 FoId ArOwy CMF-27 Land Conbet System Intorrndate MaIerarce
CMF-16kA,., Delonee Aatlhry CMF-43 Electronic Wrfkae Intemept Maintenance
CMF-lgAnm' CMF47 Aviatiok n Maiktrn
CMF-28 Aviaklin ComnuWona Electrori Ma~tenance GMF.WJ Avkiton OCpation.
OMF-29 Comnnunlcatino EMckw Mainteric CMF.9- MWiltay IMMllgec
CMF-31 Commurialons Electronic Operaltmo CMF46 Eklctrni Welael Gryptologc OpertionsCMF-64 Cwk
O;MF.65 Affrnnmskm

i CMF-76 Suppldy & S~rces
CMF.77uon ;i;_ _ _ _ Wa_ _ _

CMF-79 RAmut & R"n"Ywt

(WOMF-25 AuIo.'jAKW CMF-.1 Genera Ervnrlnn
CMF.4a Pull Altlah CMF-.3 Mehwuic Monternc.
CMF-71 Admnioathn CMF-74 Auomdc Dala PmomsMCMF4W TranspoftRn CMF-41 Top•pidFg~
CMF-94 Food Serwt a CMF-6l I

*MF07 BwAn

Light - Light
Low Technology z High

Source: Reference [5].
Note- CMF stands for Career Management Field.

Figure 3. Greenn*&s-Technology Framework for Alternative Policies

U 2. Potential Savings

Consider a simple example of lateral entry for an appropriate specialty such as
electronic technician. The lateral entrant has an advantage in terms of more months of

13



productive service. The model summarized in Table 2 allows calculation of a theoretical 5
break-even level of bonus, scholarship, or higher pay due to higher rank that could be

offered to the lateral entrant.

Table 2. Calculation of Break-Even Bonus for Lateral Entrant 5
Untrained Lateral
Entrant Entrant

"T•nme (Months)
Training Befote Service 0 24
Enlistment Period 48 48
Recruit Training 2 2
Specialized Training 12 2
Productive Period (Months) (PM) 34 44

Cost of Training (Dollars)
Training Before Service 0 ?
Recruit Training $4,000 $4,000
Specialized Training 27,000 4,500
"Total Cost of Training(TCT) 31,000 8,500 + ?

Training Cost per Productive Month (CPM) 911.76 193.18 + ?
Break-even bonus = (CPMU x PMLE) - TCTLE = $31,600 ($31,100 discounted).

Note: The break-even bonus, equal to the cost per productive month for untrained times
p ,odt.ive mon.ths Lor m= ku-n" traini -t x- • I.#..... -.uWI
both are fully and equally productive at the end of training. If each reenlists for a second tour,
the value of the break-even amount becomes approximately $26,300. I

In the example, the lateral entrant comes in with an associate degree, while the

normal entrant comes in untrained at the E- 1 level. For both, a four-year enlistment period
and two months of recruit training (boot camp) are assumed. (For MOSs with long

training periods, enlistment periods are often longer.) The untrained entrant also receives

12 monh-- af specializd L"aining in electronics in the miitary. We assumed that the lateral

entrant requires two months of military-specific training after boot camp to become fully
productive.

During the initial enlistment period, the untrained entrant has 34 productive months, I
while the lateral entrant has 44. Thus, the military gets more productivity faster from the

lateral entrant. 5
The cost of training is also different for the two types of entrants. The cost of

recruit training for both is roughly equal at $4,000 [6]. The cost of specialized training for
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I the untraincd entrant is estimated to be $27,000,1 while the lateral entrant's training is

assumed to cost roughly one-sixth that amount, due to a shorter training period.

IThe total cost of training for the untrained entrant is $31,000 (Table 2), while the
total cost for the lateral entrant is $8,500. The raw difference in training cost is $22,500.1 However, we must also adjust for the longer productive period of the lateral entrant The
result is that the value of the lateral entrant is over $31,000 more than that of the untrained
entrant The military could provide up to $31,000 in additional compensation to the lateral

entrant and still be ahead.

This additional compensation to attract the lateral entrant could be allocated in
several ways-a scholarship program, an cducational loan repayment program, a lump-

sum bonus, or a higher salary.

Several possible refinements to the concept could be made. For example, if the3 lateral entrant is accessed at a higher level, then the recruit and specialized training costs

would be slightly higher. This could be accounted for. In addition, if one believes that
recruiting costs are different for the two types, these could be accounted for.

Moreover, the simple model could be altered to amortize training costs over a longer

period. The military can induce recruits to sign up for a second term. For example, if we

assume that both entrants reenlist for a second term, the break-even point falls to $26,000,

still a substantial amount. Differences in the likelihood of reenlistment, if known, could
also be accounted for.

Finally, the risk of attrition after training may be different for the two types of

personnel. (Attrition risk up to the point of course completion is accounted for in the
training costs used here.) There is evidence that people with post-secondary education, the
most likely lateral entrants, have lower attrition rates [9]. Note that while. attrition of lateral
entrants need not involve negating the value of a major investment, attrition of sern ce-
trained personnel does. Indeed, inducing either a service-trained or a c;ivilian-trined
person to stay results in productivity with no marginal training cost.

C. RESOURCE CONSTRAINTS . ,'

In a time of declining budgets, the military manpower system needs to use htr

resources effectively. Training people from the ground ;- iss extremely expei-sive. At any

1 See Refernmce M7. This is the training cost IQ FY 1992 dollaus fw a higL-qmfity high scihd.o graduatc.
Training costs for people in lower memal grou- iid tu be higher bcci.= of higher a136itin ktei [-
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Sgiven time, one active-duty person out of seven is receiving, delivering, or supporting5
.. individual training [10]. In the past, the resources have been available to maintain a large
S.. : portion of the force structure in training. In the future, these resources may not be 3

,.available.

.::• " The direct cost of specialty training is estimated to be around $6 billion per year, as 3
*: -i, iof 1989. training for medical specialists costs another $840 million [10]. Any increased

•2~ .:.,.:v•,•fifciencie.s in this area are likely to significantly reduce costs.5

.. ,•!,,. On the other hand, the cost and benefits of the human resources used in training

• ir•must be considered relative to their next most productive alternative. For many militaryS:.. '.•, .. U
": ,••.personnel, the primary demand for their skills occurs in wartime. Involvement in training

• .•:• may be. viewed as a productive. way to spend time relative to the alternatives.

, :. , .. • ,•;•D OW PRODUCTIVITY OF NEW RECRUITS

S.....:...... ,.,,.,. Newly accessed recruits are nowhere near as productive as those with experience.I
, -'.;,':..For example, after one year of experience hospital corpsmen are only around 70% as

*- p ; :"::,roducrive as they are after four years of experience, and radio repair specialists are onlyI
h.,;-'". .alf a~s productive, according to supervisor asessments [i I]. Pay does aot fully reflect I

• ,rese piroductivity diffrrences; therefore, it may be cost-effective to use lateral entrants who3
• are already product.iwe, even if they are brought in at higher paygrades.

S.. ... >. LATERAL ENTRY IN THE CIVILIAN WORLD

' *.:•, Lateral entry is a common occurrence in the civilian world. Employers typically do
* ,:""'-not provide or pay for general training. According to Hall's work on lifetime employmentI

• ' -- , ' employees hold an• average of for different jobs by t~he time they reach age 25.

,..Between the ages of 25 and 40, employees typically will have another four jobs. ThisI
• '":.... 'would seem to indicate that civilian employers tend to hire people who are already trained

,, and experienced. I

';F. SUMMARY 3
According to human capital theory, the military would see the most return on its

investment if military specialties that require mostly general skills were filled laterally. We 3
":have seen how specialties appropriate for lateral entry can be identified and what the

potential savings would be. Given the present atmosphere of resource constraints, 3
increasedl use of lateral entry is some thing the military should consider.

I
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IV. A POLICY PERSPECTIVE

A. RECOMMENDATIONS

Based on the foregoing analyses, a numnber of recommendations can be made.

I. Make lateral entry virtually universal for some occupations. For example, the
evidence suggests that it is simply not cost-effective for the military to train
doctors.

2. Expand lateral entry in the occupations in which it already exists. Among these
are nursing and repair occupations.

3. Consider expanding the occupations in which lateral entry is encouraged.
Focus on occupations with a relatively small component of skill requirements
specific to the military. These could include occupations in craft-type

•, specialties, maintenance, computers, electronics, and construction. Subsidize
training programs for these occupations at ron-DaD schools.

.Use expert opinion to array MOSs by appropriateness for lateral entry. A
rough indicator for candidate occupations is the size of the civilian work force
in the occupation relative to the size in the military. If the military has virtually
all the people in a particular occupation (e.g., infantry), then clearly there can
be no lateral entry (other than prior-service people). The opportunities for
lateral entry in an occupation (in terms of the proportion of entrants) expand as
the number of civilians in that occupation expands. If the occupation is mostly
civilian, then the bulk of training is going on in the civilian world, and the
military should be able to hire in virtually everyone already trained. Confirm
the results of experiments with evaluations (as discussed later in Section
IV.C0..

4. Expand opportunities for lateral entry in the reserves. The reserves would
seem to be a good place for stockpiling advanced capability at comparatively
low cost. With the drawdown in active force levels, there is likely to be a
bulge of prior-active-service people available for the reserves. Once this pool
is depleted, it is likely that the military will have to get reserves either by
"providing initial training or through lateral entry, unless reserve force levels
shrink to a similar d.gree.

5. Actively encourage prior-service entrants in occupations with critical shortages.
Remove paygrade penalties for prior-service entrants in these specialties. To
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I
alleviate concern about deterioration of skills, a proficiency test could be 3
required, but it should be realistically related to the jot).

B. IMPLICATIONS OF POLICY CHANGE

1. Benefits

Changes in policy to encourage lateral entry would have several benefits. These

include savings in personnel training and dollars, the ability to mobilize more rapidly, and a

better match between people and jobs.

An increase in lateral envry could mean considerably less in-house training. If I
lateral entrants could be counted upon in several occupations, both fixed and variable costs
of training could be reduced. Such a practice would involve less up-front investment and

would put skill consumption on more of a pay-as-you-go basis.

The use of lateral-entry programs would allow the services to tailor the size and
skill mix of forces to their needs. Rather than the military having to enlist untrained people,
wait at best several months for them to complete training, and take the risk of their not
successfully completing training, lateral entry would allow the military to enlist trained
people immediately. Mobilization might require drawing on generally-trained civilian
workers. The military could expand more quickly during a crisis if it knew how to use

lateral entrants during peacetime. In addition, productivity would be higher, since fewer

people would be occupied learning initial job skills or providing such training to others.

With lateral entry, the "tooth-to-tail ratio" (the ratio of fighting power to support)

would increase, because there would not be large numbers of people in training pipelines.
In addition, enlistment periods could be shorter, because people would already be trained.
Long commitments would no longer be needed to recoup investments in training. 3

Training would likely be more effective if lateral entry were increased. For

occupations with civilian counterparts, the civilian sector does the most training. Evidence I
developed by the Army indicates that the civilian world probably trains people more
effectively and efficiently than the military [5]. If civilian training were used wherever 3
practical (for both untraint4 and lateral entrants), military training could concentrate on

specialized wilitary skills. 3
Late;'al entry is likely to carry less risk of a bad match between worker and

ocupation. Untrained entrants typically sign on for a specialty with little or no experience.

-, 18
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The military bears the risk that the entrant will not compleuz training successfully or will
complete training but perform poorly. By bringing people in laterally, the military could
eliminate much of this risk. More information is available about people who have
completed training in the civilian world. They have sufficient interest in a field to make
their own investmnent in it, and successful completion of training adds the dimension of
potential competence. For some lateral entrants, successful civilian work experience
enhances their probability of success in the military. Also, lateral entrants can be tested in
their specialties before accession.

2. Risks

The increased use of lateral entry does carry some risks. The most prominent
among them is that civilian training programs would not produce people who can perform
military tasks, that the process of inculcating military-specific skills would take an
unacceptably long time. or that the quality of leadership would suffer. This could be a
particular problem for reservists who never have an extended tour of active duty.

Another risk of increased lateral entry is that the military would become more
vulnerable to market fluctuations. It may be that the military could not access the right
kinds of people when it needed them. A system that relies on lateral entry has to be willing

to pay market wages that vary by occupation and to provide lifetime pay that lateral entrants
will find attractive.

Attracting more prior-service entrants also has some risks. For example, the
military could attract people of below-average productivity from a particular occupational
group. Another risk is that skills would deteriorate unacceptably the longer the separation
from the military (unless, perhaps, people work in related civilian fields). In MOSs
requiring physical fitness, prior-service entrants may not be such an attractive option,
because they would be older and might not maintain physical fitness. However, the
military has considerable information about prior-service people and could use that

information in deciding whom to rehire.

C. REFINEMENT OF POLICY OPTIONS THROUGH RESEARCH ON
LATERAL ENTRY

Ir order to make lateral entry a viable option, the services must gain more
experience with such programs. Some steps toward improving knowledge about lateral
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I
entry are discussed below. Incremental changes in policy on an experimental basis are 3
warranted.

Only the minimum of research has been undertaken in this area. Most of the papers I
cited here treat lateral entry only tangentially. The potential benefits of increased lateral
entry discussed here warrant more experiments with serious lateral-entry programs, 3
followed by formal evaluations to learn the results.

The conceptual model presented here should be refined and used to develop a list of 3
candidate occupations for which lateral entry is likely to be successful for all the services
along the lines of the work in [5]. Such an examination should consider separately for each
MOS the amount of training required before a person is productive. In addition, the
analysis should consider the availability and cost of training both inside the military and in
the civilian world.

The civilian markets for the candidate occupations should be carefully analyzed. To
the extent possible, occupational unemployment rates and employer vacancy rates should
be evaluated. Research has been done, for example, on nursing persomiel supply and

demand. Thi.q n.rmatiaon could hb. ,mped anngside infhrmsitinn ahtt nnre, enlictmrne in

the reserves and the active forces to determine how the availability of lateral entrants is
likely to respond to market fluctuations. I

Experiments should be conducted to attempt to increase the extent of lateral entry in

one or more occupations. Either the computer area or the electronic technician area seems I
like a good place to start. Results of the experiments could be used to analyze the most
effective combinations of advertising, bonus, salary, and scholarships in generating

accessions of lateral entrants.

Consideration should be given to attracting greater numbers of prior-service people -
back to the military. Additional research could include identification of salary gaps in
critical fields and development of strategies for alleviating them. A survey of prior-service
entrants could be taken to determine what attracted them back to the military. Information
on the performance of prior-service entrants relative to new trainees and personnel with
unbroken service would also be helpful.

It also seems important to evaluate existing programs for lateral entry and consider 3
why they are so little used. Ame there institutional barriers? Is attracting lateral entrants so
different from what recruiers typically do that they need more training? -
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D. IMPLEMENTATION ISSUES

Implementing changes to encourage more lateral entry into the military would entail
changes in requirements, training, and funding.

The military services would have to change the requiremens process to allow for a
higher proportion of lateral entrants--that is, a higher proportion of personnel in high
paygrades. Heavy reliance on lateral entry would complicate the jobs of recruiters, who
would have to fill specific niches. Recruiters could be given incentives to find people
already trained in critical areas.

Increased lateral entry implies a smaller military training establishment and
increased use of civilian training. Attention would have to be paid to the fixed and variable

*�,cost implications of such a move.

Finally, pay would have to be more flexible. Congress would have to channel
needed funding to access people at higher paygrades, or to provide bonuses large enough

S' .",to attract lIteral entrants, or to pay for scholarships for private sector training (e.g.,
S . doctors). Such funding could be redirected from the training budget.

E. SUMMARY

IIn the future, budgetary constraints will not allow the military to sustain its current
* levels of active forces. As a result, the current system of training people within the military

Imay no longer be affordable. Lateral entry provides, a cost-effective means of -inimizing
* tle size of the active forces by accessing people, ufer they are trained and productive and

S ,,cutting down on the number of people in the training establishment. Lateral entry gives the
,miitary the means to add people with the right technical skills quickly as they are needed.

I The dearth of knowledge about the experience of current or past lateral entrants is a
barrier to dtermining the appropriate level of lateral entry by specialty group. The
challenging environment of the future suggests that the potential benefits of lateral entry
should not be ignored.
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